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The authors maintain that the current U.S. approach to military operations—strategic,
operational, and tactical—is too linear for today’s contemporary operating environment. They
argue that future warfighters must move beyond linear thought and action to a realm of think-
ing and acting that recognizes and accepts paired yet opposite ideas and actions: “Look be-
fore you leap”and at the same time understand that “he who hesitates is lost.”

... for understanding proverbs and parablesasynmetry has been presented often in profes-
the sayings and riddles of the wise. sionalliterature, it remains ill-understood from the
—Proverbs 1:6  Strategy::operations::tactics paradigm because this
paradigm considers that we need better, not neces-
INGS DO NOT LINE UP like before. Tra- sarily different, thinking and acting.
ditionally, a nation-state attacks another with o
military force, and the response is rather predictablé\ Better\Way of Thinking
Today, the qualities of nation-states are no longer What we really need is an alternative paradigm
required to initiate attacks; attacks may not evethat gives us a new and better way of thinking and
have traditional military qualities; and prediction isacting. The new approach should provide a range
just not as calculable as before. Some military theof insights that enable commanders to instantly con-
rists have dubbed these new conditions “asymmeteptualize a pattern of multidimensional possibili-
ric warfare,” giving the impression that postmodernies that lead to breakthrough concepts and values
conflict is all about one-upmanship associated withecause the traditional strategic linear way of think-
hitting the enemy’s vulnerability with a different ing and acting is inadequate, given the nature of the
scale of mean$.Some postulate that the problempostmodern era. The preferred new paradigm must
of asymmetric conflict is at the strategic level. Thénave several characteristics that set it apart from the
underlying assumption of modern military thinkingstrategic paradigm:
and acting is that we can address asymmetric It must have a fractal quality that allows us to
problems with hierarchically directed linear think-take simultaneous full-spectrum looks at human in-
ing, as strategic, operational, and tactical levels dbrmation processing, the sine qua non of thinking
war represent. The argument is that the strategiand acting.
operational, and tactical paradigm exists because it It should not reject traditional levels of analy-
enables the military to adapt through echelonmengis such as strategy, operations, and tactics but
The danger is that structure ends up driving responskould relegate them to secondary concepts.
instead of needed capabilities and values driving It must emphasize concepts such as simulta-
organizational response. While the concept ofieity of paradoxes (complex reasoningympre-
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JANUSIAN THINKING

While the concept of asymmetry has been presented often in professional
literature, it remains ill-understood from the strategy::operations::tactics paradigm
because this paradigm considers that we need better, not necessarily different, thinking
and acting. . . . What we really need is an alternative paradigm that gives us a new
and better way of thinking and acting. . . . The preferred paradigm is Janusian.

hending activities in multiple time orientations how do humans process information? Linearly fo-
(polychronicity), and embracing environmentalcused (schismogenic) thinking and acting—the
complexity (unpredictability) as a normal condition. methods of the current strategic paradigm—
The preferred paradigm is Janusian, named aftexplains and rejects alternative hypotheses purpose-
the Roman god Janus who looked four ways simufully and sequentially.in other words, linear think-
taneously. The Janusian paradigm cannot be exing and acting disallow the existence of contradic-
plained as a logical result of the post-Cold Wation. The proposed alternative Janusian thinking
world because it is not really new. As the quote asuggests that information processing is paradoxical,
the beginning of this article reveals, this wisdom hasonsiders multiple time orientations, and is nonlin-
probably existed for thousands of years and requiresar. The Janusian theory of thinking and acting pre-
reawakening. sents a dynamic and revealing interpretation of how
Military leaders tend to look for doctrinal an- people think and act—the way we actually think as
swers, but the solution this article proposes is ndtumans involves continuous tolerance for paradox.
a prescripgbn for what to do; rather, it is a descrip- Instead of ruling out alternative hypotheses, Janusian
tion of how to think. Some may argue that increasthinking calls on us to embrace contradictions as
ing the speed of linear decisionmaking will addressaturally occurring phenomena. When we create in-
the chaotic nature of unfolding events, but that isights for thinking and acting from the Janusian
not the case. The overarching issue of the post-mofilamework, we achieve remarkable explanatory power
ern predicament is fundamentally metaphysicalover the nature of human information processing.

Existentialism Idealism
Empiricism Rationalism
Intuition-Feeling Intuition—Thinking  Equity Liberty
Liberalism/
Socialism Anarchiy
Bureaucracy/ Uncontrolled
Technocracy Capitalism
Sensing-Judging Sensing-Perceiving ~ Security Efficiency

a. The basic Janusian four-square.  The arrows represent the continuous, unrelenting struggle to balance paradoxical forces.

b. Metaphysical orientations. ~ A. Existentialism—theory that knowledge is a human phenomenon; therefore, it cannot be described
by science or idealism; B. Idealism—theory that knowledge comes from the mind or spirit; C. Rationalism—theory that knowledge
comes from deductive reasoning; D. Empiricism—the theory that knowledge originates with experience.

c¢. Jungian psychology orientations . A. Intuition-feeling—positive, affirming idealists with warm, personable style; B. Intuition-
thinking—planners and researchers; C. Sensing-perceiving— pragmatists who find practical solutions, especially during crises; D.
Sensing-judging—administrators of bureaucratic systems requiring precision.

d. Political science orientations.  A. Equity—redistribution of value; B. Liberty—autonomous freedom; C. Efficiency—maost output
for the input; D. Security—protection. . . . .
Figure 1. Janusian Orientations
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Linearly focused (schismogenic) thinking and acting—the methods of the
current strategic paradigm—explains and rejects alternative hypotheses purposefully
and sequentially. In other words, linear thinking and acting disallow the existence of
contradiction. The proposed alternative Janusian thinking suggests that information
processing is paradoxical, considers multiple time orientations, and is nonlinear.

Janusian theory goes beyond rational thinkingspiritual meaning—to the individual psyche. Jan-
Janusian theory makes it possible to make senseuwsdian theory reveals in time and space the para-
the postmodern world in an almost circular, interdoxical ways that humans process information—
connected, interdependent way and, as a result, refpem the macro- explanations of mankind's spiritual
resents a more accurate understanding of the natdreing and self-awareness down through micro-
of complex human information processig. explanations associated with entire societies, gov-
The authors’ prototype of the Janusian frameworkrnments, institutions, organizations, and individu-
is depicted in Figure 1. The basic Janusian modals. Remarkably, most approaches to studying many
for thinking and acting is arranged in a four-intellectual disciplines, such as metaphysics, phi-
square—A, B, C, and D—the arrows depictinglosophy, sociology, anthropology, economics, psy-
struggles for dominance in one or more quadrantshology, and political science, follow the same
It provides a complex, four-way, interdependentJanusian pattern.
interactive model for thinking and acting that goes For example, Figure 1 shows what happens in the
beyond the traditional linear processing associateablitical science four-square if we go too little or
with strategy, operations, and tactics and help®o far in any one direction. We may end up with
us understand what we could not decipher opure socialism, with public apathy and chagtie-
comprehend. ernance; anarchism, with public belligerence and
The Janusian framework provides the remarkablehaotic governance; uncontrolled capitalism, with
insight that the basic pattern of thinking and actingublic hostility and rigid, one-sided governance;
is fractal. In other words, conceptual patterns repeatr narcissistic bureaucracy, with the rigid means
endlessly, regardless of the field of study or sociadf government justifying the indifferent ends.
science we are interested in. This fractal quality i his typology also describes the aesthetic beauty of
remarkable because it provides symmetry of scakle roughly corresponding American system of
that is self-similar, meaning one can zoom in on anghecks and balances on power: a two-party system
part of the patterns repeatedly, and the pattermgth strong states’ rights; a malleable representative
would still look the Congress; strong judi-
same. Even old prov- cial law and order; and
erbs take on new mean- the executive branch
ing: one can “look be- hierarchy.
fore you leap” and at
the same time under-
stand that “he who hes-
itates is lost.” Janusian
theory suggests both
principles can be fol-
lowed simultaneously.
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Figure 2. Emery-Trist Environmental Conditions
Depicted on the Janusian Four-Square
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horizontal axis of
the Janusian four-
square model—the
domination of equity
and liberty values—
to the C::D axis, with
thegrowing trade-offs
with efficiency and se-
curity. This pattern re-
peats itself from the
federal level to the lo-
cal level of govern-
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JANUSIAN THINKING

The New York fire and police departments responded to the World
Trade Center disaster armed with their honed skills and rehearsed actions and swift
trust in each other. To many observers, this response is seemingly a throwback
to a prenation-state way of thinking and acting.

Photo not available

ment and reflects a merging of foreign and domesypes of conflict that also yield distinctive coping
tic policy patterns in the United States, a merger thamechanisms. The Janusian paradigm corresponds
is distinctly Janusian. For example, Janusian thinkemarkably well with Emery and Trist's model.

ing and acting tells us that it is important in the cur- It is important to Janusian thinking and acting to
rent conflict that we understand that in defendingemember that the four environments depicted in
the values that are being attacked, we do not destr&jgure 2 have always existed simultaneously. Strat-

them in the name of fighting the enemy. egy, operations, and tactics are relevant only in ad-
i . dressing type C conflict in its ideal form. Type C
Postmodem Conflictand the Military conflict does not occur in isolation from the other

In 1965, Fred E. Emery and Eric L. Trist pro-types of conflict but in combination with them;
duced a seminal work describing “the causal texaence, the strategic::operational::tactical thinking
ture of organizational environmentsThese de- and acting are insufficient. Relying on strategy, op-
scriptions are based on the degree of turbulen@rations, and tactics as patterned responses to con-
(placid, disturbed, and turbulent) and on the degrdéct alone produces structural inertia. Unfortunately,
of interconnectedness present in the organizatidghe administrative/institutional/departmental Army
(random, clustered, reactive, and mutual). They oand not the field Army is often the source of unde-
ganized these conditions into four environmentasirable structural inertia.
conditions as shown in Figure 2: placid-clustered, The structural inertia that afflicts large organiza-
turbulent-mutual, disturbed-reactive, and placid-rantions impedes their learning from small and dis-
dom! Emery and Trist suggest there are correspongersed operations. The Vietnam war and Operation
ing coping mechanisms for each texture of the erDesert Storm were large-scale, shared experiences.
vironment. The Janusian four-square model applids contrast, El Salvador, Panama, Haiti, Somalia,
to studying postmodern conflict. It offers substanBosnia, and Kosovo are dispersed and diverse ex-
tial insight into the war on terrorism. The authorsperiences. Large-scale administrative structures like
propose that these conditions correspond to fodhe U.S. Army Training and Doctrine Command
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Relatively autonomous and covert special forces teams or individuals
sometimes make assessments and act without anything more than the strongly held
values of their profession and country. U.S. Army Rangers displayed this idealistic
thinking and acting when rescuing their fellow soldiers in Somalia in 1993.

(TRADOC) cannot translate such experiencesommon within the units themselves. Units must
into force structure very well. When TRADOC become more self-organizing. Figure 3 depicts
tries tosynthesize lessons learned, it tends to mis¥anusian decisionmaking and describes how deci-
the essence and differences of each operatiosipns are made within each type of conflict. In re-
hencethe value of change is diluted. Postmodermlity, these four ideal types do not occur in isola-
conflict should not only be examined through theion. The Janusian framework permits all four to
constrained lens of strategic direction, campaigngccur simultaneously.
and tactics but also on a larger pattern of infor- Low-intensity, high-uncertainty conflict
mation processing—a Janusian way of thinkindLIHUC) (type A conflict). Tactics are insufficient,
and acting. and strategy becomes important because survival be-
To embrace the Janusian paradigm, we must tracemes the dominant motivator. Strategy’s purpose is
scend old ways of thinking and acting. For the mili4o find the optimal location of safety in the environment.
tary, a transformation in thinking and acting must High-intensity, high-uncertainty conflict
accompany the Army’s effort to transform its cur-(HIHUC) (type B conflict). The turbulent field and
rent organizational structure and equipment. In othehe effects of unpredictable mutual causality shown
words, military leaders must understand the fractah quadrant B are the dominant conflict types we
aspects of examining the approach to thinking aboatre faced with today. In turbulent fields, boundary
how and why permanent organizations are strugrotection (strategy), linked tactics (operations), and
tured as well as understand how to apply fractairder (tactics) no longer suffice. Events are so mu-
notions to task-organized echelons. The flexibilitytually causal that there is no longer a distinction
we achieve through task organizing must becomeetween what was once considered tactical and that

Conflict Type LIHUC (Type A) HIHUC (Type B) HILUC (Type C) LILUC (Type D)

Monroe Doctrine (1840s) , World War 1

Analo . A tric Warf:
v New Frontier (1960s) Symmetric anare Desert Storm Cold War (1950s)
Naval Forces “‘Missileer” Air Force
Military Coast Guard ) c - “Boomer” Navy
. onventional Forces
Instruments | Special Forces g%ng'_%%?g%gqggz “Administratively
Readied” Army
i i i i Standing Operating

Style eal- [Ime Response Discretion bounded by trust, | |ay of war, geogra hy Discretion bounded by

Discretion bounded by and a common appreciation | and policy end states | response plans and

broad policy readiness standards

. Transcendental Operations, Tactics, Tactics
Method Strategy and Tacics Value Systems and Strategy (Tactics are Strategic)
Command Dispersed Dispersed Centralized and Centralized
& Control Guided by Strategy P Delegated Hierarchical
Homeland Security
Pederal = | Venagemenifganey | Ofce? Warfghing ONCs | NORAD
g Revised Unified US Strategic Command

Response Embassy Country Teams e NE

This figure describes how decisions are made within each type of conflict. In reality, these four ideal types of conflict do not
occur apart from one another. The Janusian framework permits all four to occur simultaneously in remarkable patterns. The
authors maintain that HIHUC [type B) dominates the pattern of the present war on terrorism.

1. These planning styles are roughly based in one author's earlier work. See Colonel Christopher R. Paparone, “US Army Decisionmaking: Past, Present and Future,” Military
Review (July-August 2001), 45-53.
2. For an explanation of trust, see Christopher R. Paparone, “The Nature of Trust In and Between Organizations: What the U.S. Army Professional Needs to Know,” unpublished.

Figure 3. Comparison Chart for Janusian Conflict Types
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JANUSIAN THINKING

The basic Janusian model for thinking and acting is arranged in
a four-square—A, B, C, and D—the arrows depicting the struggles for
dominance in one or more quadrants. It provides a complex, four-way, interdependent,
interactive model for thinking and acting that goes beyond the traditional linear
processing associated with strategy, operations, and tactics and helps us
understand what we could not decipher or comprehend.

which has strategic significance. Today, the Unitedalues lead soldiers to act dishonorably. The actions
States is deeply enmeshed in global and regionat My Lai occurred during operations that had little
activities. Consequences that flow from activities irto do with strategy or tactié$.The leader’s chal-
such an environment are highly uncertain and inenge becomes how to shape an appropriate value
terconnected so that exclusively relying on the hisystem that leads soldiers to do the right thing. A
erarchy of strategy, operations, and tactics becomést of formal organizational values—something that
problematic because of the need to adjust rapidihe Army has recently developed and dissemi-
to change. nated—is arguably insufficieft.

High-intensity, low-uncertainty conflict Shared values stir otherwise self-interested actors
(HILUC) (type C conflict). Coping requires an into collective thinking and acting. The intuitive
operational level of response because tactics aficeasonable man” view of humankind assumes
strategy are no longer sufficient. We see otherdominance over the value-maximizing “rational
emerge and occupy a similar status in our enviromman” concept. These autonomous social forces out-
mental domain. This type of environment dominatedaveigh formal rules and structure, and free us to think
world conflict in the 20th century. in new configurations—Janusian patterns. In

Low-intensity, low-uncertainty conflict  postmodern military vernacular, Janusian patterns
(LILUC) (type D conflict). Here, “there is no dis- are portrayed as asymmetric warfare.
tinction between tactics and strategy,” and the opti- Military leaders and followers must embrace a
mal strategy is just the simple tactic of attemptingquadrant B spiritual perspective with the Janusian
to do one’s best to react in real tirhe. paradigm, although this spiritual perspective seems

At best, only partial stability of the environment counterintuitive. Leaders can no longer rely on the
can be achieved because strategic, operational, adominant framework of processing information pre-
tactical processes neither influence events rapidigominantly through the metaphysical interpretations
enough nor are they flexible enough for the randorof existentialism and rationality. Instead, leaders use
nature of type B conflict. In B::D patterns of con-the coping mechanism of shared values and specific
flict, stability can only be achieved through sharedoutine actions to understand surprise or the enemy’s
values because strategy, operations, and tactics camtent.
not direct obligatory responses rapidly enough. Re- The difference we must perceive in our present
sponses must come from a diffuse and flexible casondition is that, in light of the human processing
pability, which is the result of dispersed thinking andhe type B pattern of conflict requires, idealism must
acting, based on appreciating the emerging situatiaominate Janusian thinking and acting. In the cur-
and executing decisions based on a common setmnt conflict, we must understand not only where
values as well as habitual or professional action su¢he enemy is located physically but also where he
as well-rehearsed standing operating procedures.is morally—what drove him to accept a certain set

For example, relatively autonomous and coverdf moral values that put him there in the first place.
special forces teams or individuals sometimes mak@sama bin Laden did not have to invest in expen-
assessments and act without anything more than teive Tomahawk missiles; instead, he invested in fa-
strongly held values of their profession and counnatical Islamic religious fervor.
try. U.S. Army Rangers displayed this idealistic In the B::D pattern of conflict, we must provide
thinking and acting when rescuing their fellow sol-at least secondary, but not necessarily less impor-
diers in Somalia in 1998Strategy, operations, and tant, emphasis on the reactive coping mechanism of
tactics were so compressed that they were relegatdding the best we can. The tendency is to act ac-
to secondary criteria for decisionmaking. In this situcording to prescribed protocols. For example, the
ation, Rangers displayed an on-the-ground examphew York fire and police departments responded
of nonhierarchical thinking and acting that wentto the World Trade Center disaster armed with their
beyond strategy, operations, and tactics. Vietnanmoned skills and rehearsed actions and swift trust
on the other hand, provided numerous instances of each other. To many observers, this response is
what happens when strongly held but unacceptabseemingly a throwback to a prenation-state way of
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New forms of organizing, such as the highly flexible network
organizations, require a new power structure, something that the military culture
may find inconceivable: rank and hierarchical positional authority would have to give
way to expert power and lateral forms of leadership.

thinking and acting. Nevertheless, that dimension dfict types that have occurred, are occurring, or will
the Janusian paradigm now takes an importarmccur. Janusian thinking is not only about framing
secondary role in the B::D pattern of conflict. Thehuman information processing paradoxically but
rational and existential roles—the A::C pattern ofalso temporally. In short, understanding events oc-
conflict—are diminished to tertiary ways of pro- curring in space and time must always be consid-
cessing information. In other words, the B::D patered in the context of patterned rather than linear
tern requires the simultaneous, instinctive actions a€lationships. It is this embrace of patterned thought
the highly trained tribal warrior and the clevernesshat will distinguish those who can truly think and
of the 21st-century soldier-entrepreneur. act beyond strategy and those who simply apply
In short, the Janusian framework requires formustrategic notions to operations and tactical situations.
lating new and complex recipes for thinking and The art of war becomes the art of thinking in time
acting in multiple patterns rather than embracing and space, visualizing the Janusian four-square as
singular one. Instead of using a linear thinkingdynamic spatial patterns moving through time. This
model to decide between competing values, the triakay explain why, like an amnesiac, the United
is to find a positive zone among them by using &tates has awakened in the middle of a war, only
nonlinear thinking model. All patterns in variousto find out it has been going on for years. This may
mixtures are important to give relevance to the sialso explain the spiritual clashes that soldiers feel
multaneity of opposites, multiple time orientations,as they transition from an operational environment
complex spatial relationships, and degrees of inteback to the administrative Army—the value system
connected cause and effect. associated with the different Janusian patterns has
Equally important in Janusian theory is undershifted dramatically.
standing the patterns of the past, present, and future, =~ . .
appreciating multiple activities with multiple tem- Implicationsfor Military Leaders
poral orientations such as present to future, past to Thinking and acting in opposites; embracing
present, and present to past. It requires embracirgunity of oppositest? Karl E. Weick explains that
at the same time, all four environmental and con‘People try to fit novel interpretations and actions

Existentialism ~ The New Pattern  dealism  Team-Centered Self-Organizing
(tertiary) (primary) - Organizing
Environmental conaiticns: - onditions
LIHUC HIHOUC
Coping: Taciics-strateg Coping: Shared values
Environmental condjfions: Environmefital condlitions:
LILU LUC
Coping: Do the bgst you cap opmg: lactical-operational-strategic -
Empiricism Rationalism  Organizing for Organizing for
(seconday)  The Old Pattern (teriary)  Administration Efficiency
The Motivator The Visionsetter ~ Political Appreciative
Judgment Judgment
LIHUC HIHUC
LILUC HILUC
Instrumental Market
The Analyzer The Taskmaster ~ Judgment Judgment
Figure 4.
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JANUSIAN THINKING

In today’s conflict, terrorists control the environment, a B quadrant activity,
yet the United States has been responding bureaucratically, a type D response.
Forming the Homeland Security Office, tightening airport and airplane security, and
screening mail are all bureaucratic responses to the type B environment.

Photo not available

David Bohrer

into what they've known all along. And when some-lict, how we work will require an expanded rever-
thing doesn't fit with the past, it's often discardedence for philosophical interests such as clashes of
or misread.®® The emerging dominance of idealismthe spiritual sensing of reality or value-to-value re-
in the postmodern era requires that our military leadationships. Weick further explains that “[Leader-
ers embrace new types of thinking and acting thahip] problems persist because [leaders] continue to
affect postmodern living. These new types of thinkbelieve that there are such things as unilateral cau-
ing and acting exist simultaneously and with varysation, independent and dependent variables, ori-
ing intensities and ambiguities as showrrigure  gins, and terminations. . . . Those assertions are
4. When military leaders consciously adopt thevrong because each of them demonstrably also op-
Janusian paradigm as an intellectual frameworlerates in the opposite direction: productivity affects
they add tremendous value and balance to their uleadership style, children socialize parents, re-
derstanding of strategy, operation, and tactics. Milisponses affect stimuli, means affect ends, actions
tary leaders must be able to link and integrate miliaffect desires. In every one of these examples, cau-
tary, political, social, and psychological thoughtsation is circular, not lineat?” Leaders must look
processes into a coherent approach to thinking abaoatt today’s conflict in terms of global sensemaking
warfare and military operations in a complex world;and realize adversaries use values to motivate a dif-
otherwise, they might get locked into a linear modderent kind of soldier and to shape the battlefield.
of thought that not only limits their options but also In today’s conflict, terrorists control the environ-
leads them onto the wrong conflict path. ment, a B quadrant activity, yet the United States
A greater emphasis on nonroutine, apprecia- has been responding bureaucratically, a type D re-
tive inquiry—appreciative intelligence that con-  sponse. Forming the Homeland Security Office,
siders multiple and different patterned sense- tightening airport and airplane security, and screen-
making across multiple time orientations.How ing mail are all bureaucratic responses to the type
we work will also be affected, requiring multiple andB environment. To be successful in this war, the
simultaneous responses. In a B::D pattern of coiJnited States must create an environment that is
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The Janusian framework requires formulating new and complex recipes for
thinking and acting in multiple patterns rather than embracing a singular one. Instead of
using a linear thinking model to decide between competing values, the trick is to find a
positive zone among them by using a nonlinear thinking model.

more turbulent and uncertain for the terrorist thamble: rank and hierarchical positional authority
the one they create for us. The United States mustould have to give way to expert power and lateral
seize the initiative in the B quadrant while sustainforms of leadership. Instead of addressing levels of
ing the others. It must embrace dispersed, decentridadership—clearly a linear way of responding—
ized control and self-designing or self-managinghe military must address patterned archetypes of the
capabilities that current systems do not promote @nvironment that require leadership effectiveness.
even allow to the needed degree. Many command+aditional top-down leadership can no longer be
ers want to develop practical doctrinal prescriptionshe only consideration for military management.
because they embrace the rational actor model. Th&ather, the emerging pattern of conflict is best met
should move away from such absolute linear thinkwith nontraditional, ad hoc, flexible ways of orga-
ing. The United States cannot afford to play a linhizing—with members who are continuously self-
ear, tactical game of localized checkers while itglesigning capabilities based on their unyielding
adversaries play a patterned, global game of threshared values and mutual understanding of what is
dimensional chess—one that uses a variety dfappening in the environment.
moves employing different capabilities that can be We see this being played out politically while a
sacrificed as long as the objective is achieved. coalition of multicultural nation-states and beliefs is
Developing hyperadaptive organization struc- being mobilized. This kind of adaptive organizing
tures that emphasize teams that can anticipate encourages innovative social and technical designs
and respond under HIHUC conditions. that are nonhierarchical and nonrational—in a
Nonroutine, appreciative inquiry shapes the need fohrase, ad hoc. Hierarchically, flatter organizations
self-organize nontraditional intelligent organizationscall for diffuse and laterally oriented organizational
that consider multiple and different patterned meareffectiveness. Perhaps the special operations forces
ings. Organizing requires emphasis on buildingnodels become more attractive. Thinking and act-
teams, not monolithic, hierarchical units. In practiing without orders must be acknowledged as some-
cal terms, this means organizing the military as atimes appropriate in a government and with our citi-
integral part of larger government capabilities basedenry. Field Marshal William Slim came to the same
on multiple continua of adaptations needed for ineonclusion when he wrote of his leadership com-
finite configurations of conflict. There is a big dif- plexity during World War II: “The acting without
ference between fighting a conflict by using currenbrders, in anticipation of orders, or without waiting
organizational capabilities and fighting a conflict byfor approval, yet always within the overall [values],
organizing around required capabilities. For exmust become second nature in any form or warfare
ample, in a future cold war with China, are wewhere formations do not fight closedp cadreand
driven to forward deploy forces because forwardmust go sown to the smallest units. It requires in the
deployed forces are the capability we have, or dhigher command a corresponding flexibility of
we adapt military, information, and economic caimind, confidence in its subordinates, and the power
pabilities to disrupt China’s self-governance fundato make its [values] clear right through the forte.”
mentally so that putting troops on the ground is not Developing laterally oriented Janusian leaders.
the only solution available? In other words, whileToday’s environment will require developing and
the military may be comfortable using traditionaltraining confident, self-aware Janusian military and
definitions of chaotic and complex situations, thepolitical leaders who are comfortable with lateral
real issue is whether the military will end up fight-contribution regardless of the contributor’s rank or
ing with an erroneous conception of the pattern gbosition. The Janusian paradigm requires a funda-
conflict they are really in—they are fighting the mental shift from the hierarchical “strategic, orga-
wrong war. nizational, and direct leadership” espoused by cur-
The politico-hierarchical structure, or “poly- rent Army doctriné’ The new leadership paradigm
archy,” of our current politico-military system is is all about role complexity. Those who sense and
inadequate for type B confli€&.New forms of or-  feel shifting organization and environmental patterns
ganizing, such as the highly flexible networkand adapt accordingly lead the most effective or-
organizations, require a new power structure, somganizations. Janusian leadership transcends the need
thing that the military culture may find inconceiv- for hierarchical leadership because Janusian lead-

46 January-February 2002  MILITARY REVIEW



JANUSIAN THINKING

ers focus on serving and developing high-perfortary teaching and training institutions are reluctant
mance teams. The short names for these simulte> make the intellectual pedagogical leap to include
neous roles are shown figure 4: the motivator, a more nonlinear, flexible way of theorizing and
leading commitment; the vision-setter, leading intdaking action—the Janusian approach to process-
an uncertain future; the taskmasteading against ing information.
identifiable challenges; and the analyzer, leading We must embrace paradox, polychronicity, and
compliance?® unpredictability through a new but ancient para-
Embracing the notion that valuassociated with  digm. We must work together while working apart.
gquadrant B and the values of habit associated witWe must individually interpret the environment
guadrant D must become a key source of thinking/hile maintaining others’ visions of it. We must
and acting and not just historic tactical-operationaleompete while cooperating. We must obey orders,
strategic linear ways of thinking. Military leadersrules, and doctrine while simultaneously thinking
should not throw away their learning and styles asand acting to defy them. We must know ourselves
sociated with quadrants A and C—they are stillnwardly while understanding ourselves from the
important and must exist simultaneously. Howevemutside. We must decide by not deciding. We must
our military theories and institutionalized thinking trust while distrusting. We must lead by following.
processes are still dominated by a paradigm of linfFhese new riddles and new wisdom are just some
ear thinking; hence, the questions of strategy, oxamples of Janusian thinking and acting that the
erations, and tactics still dominate our models fomilitary must adopt if it is to effectively transform
reasoning and responding. Unfortunately, our miliitself into a 21st-century forcé/R
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ership model, built upon hierarchy. In other words, the model assumes we have
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indirect (strategic) leaders occupy vantage points near the boundaries of the
upper organizational hierarchy. For more explanation, see T.O. Jacobs and
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